The overall aim of this article was to present a positive case study about how a sport club can foster both elite athlete development in parallel with offering a diverse range of sport activities to attract and maintain a greater number of children and youth for continued participation in a long term sport program. To this end, an in-depth case study was conducted of a model Spanish Basketball Club, considered an example of success in achieving consistent level of performance and high rates of participation among their youth. Data were collected from in-depth interviews with administrators, setting observation, and analysis of current and archived club documents. The results show that the club has created changes over the years that have led to a clear organizational structure with a philosophy that connects its youth development teams and elite teams. An increase focus on youth development, the addition of recreational activities, and the implementation of a coach education program have been linked to enhanced participation rate and performance.
INTRODUCTION
Sport is one of mankind's greatest sociocultural phenomena. Nowadays, sports clubs are one of the main organizations supporting sports in various countries around the world -they are the key institution of elite sports in Latin America and Europe, while playing a similar role in several other countries (Galatti, 2010; Heinemann, 1999; Jakobsson, 2012; Paes & Galatti, 2013; Rodríguez Díaz, 2008) . Worldwide, clubs are an important context where youths learn and develop themselves in a sport discipline. However, the search for new elite athletes has lead clubs to maintain a pyramidal model of talent selection, early specialization, and constraint, which holds several implications for developing youth and the institution itself (Galatti, Reverdito, Scaglia, Paes, & Seoane, 2014; Heinemann, 1999; Rodríguez Díaz, 2008) .
The search for new elite athletes is not the issue; the issue is that this search appears to be misguided and restricted to only some aspects of athletes' so-called talent, particularly considering the restriction of several sport programs to a pyramidal model that excludes "less talented" children and teenagers from the process (Côté, Lidor, & Hackfort, 2009; Fraser-Thomas, Côté, & MacDonald, 2010; Galatti, 2010; Henriksen, Stambulova, & Roessler, 2010; Jakobsson, 2012; MacDonald, Côté, Eys, & Deakin, 2011; Strachan, Côté, & Deakin, 2011) .
According to Côté, Lidor, and Hackfort (2009) , the current trends in sport programming are institutionalization, elitism, early selection and specialization. What traditional sport programs for youth in clubs do not use to consider is that the development of skills that lead to excellence in sport occurs from the Elite, participation and youth sport | 21 successful interaction of biological, psychological, and sociological factors; the interaction of these factors occurs in relation to two key aspects: the training process and the environment, considering them not as separate components, but elements of the same organically designed system (Baker, 2003; Ferreira & Moraes, 2012; Galatti et al., 2014; Henriksen et al., 2010; Holt & Dunn, 2004; Morgan & Giacobbi, 2006; Phillips, Davids, Renshaw, & Portus, 2010; Viola, Paes, Galatti, & Ribeiro, 2011) . Baker (2003) suggested that combining quantity and quality of training and environment with suitable coaches and family support are essential elements for the development of elite level athletes. The roles of coaches and other coaching staff, teammates, elite athletes (i.e., role models) and peers are a fundamental component of this process, in addition to family, friends and others beyond the sporting environment that offer social support to athletes in a trajectory where success is expected (Baker, 2003; Holt & Dunn, 2004; Morgan & Giacobbi, 2006) .
Alongside the importance of interpersonal relationships, the training activities provided to young athletes in the sport club environment are also an important determinant of their future success. Côté and colleagues have presented a developmental model of sport participation (DMSP) that outlines the possible trajectories an individual may follow from initiation in sport through to adulthood (Baker, Côté, & Abernethy, 2003; Côté, Baker, & Abernethy, 2007; Côté & Fraser-Thomas, 2007; Fraser-Thomas, Côté, & Deakin, 2005 , 2008 . To the authors, diversifying types of sport activities may keep children longer in sport environment, and can contribute for a lifetime in sport participation, and can increase the possibility of revealing an elite athlete The social contexts created by diversifying the learning environments are qualitatively different, as are the resultant learning and motivational outcomes (Côté, Erickson, & Abernethy, 2013) . However, traditional sport programs, particularly in the club context, tend to structure their programs on deliberate practice activities and organized competitions (Côté et al., 2009; Côté, Strachan, & Fraser-Thomas, 2008) . In the last few years, there has been an increase in play practice in some of these programs (Davids, Araújo, Correia, & Vilar, 2013; Fradua et al., 2013; Hill-Haas, Dawson, Impellizzeri, & Coutts, 2011) , but the provision of opportunities for youth-led activities such as deliberate play and spontaneous practice remains of little concern for many clubs.
Finally, the physical setting in which sport takes place is an important element that affects youth involvement in sport. More than 25 years ago, Carlson (1988) used Bronfenbrenner's ecological approach in elite tennis players in Sweden highlighting the importance of the "place of development" as a determinant of participation and talent development in sport. Well after, researchers continued to examine the dynamic of larger sport systems such as successful university sport programs (e.g. Vallée & Bloom, 2005) and sporting clubs (e.g. Henriksen et al., 2010; Henriksen, Stambulova, & Roessler, 2011) . These studies highlight several features of settings that contribute to athletes' performances and participation including, among others, the importance of proximal role models, training that allows for diversification, and positive coachathletes relationships.
Maintaining the engagement of children and adolescents is of particular relevance to the continued success of sports clubs. Considering the varied and complex factors that contribute to youth engagement in sport (e.g., activities, relationships, and settings), the question persists: How can sport clubs promote sport programs that focus on the development of elite athletes while also facilitating long-term participation and positive youth development in sport? Thus, the purpose of this study was to present a positive case study about how a sport club can foster both elite athlete development in parallel with offering a diverse range of sport activities to attract and maintain a greater number of children and youth for continued participation in a long term sport program. The case study was conducted in a model Spanish basketball sport club, considered the best youth sport club in Galicia state in the studied season (Sport and Cultural State Council), and a national example of success and excellence in youth academy sport management (El País Newspaper).
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METHODS
This qualitative in-depth case study was conducted in two phases: (1) the exploratory phase, and (2) the active phase. First, the exploratory phase included a preliminary research design; it also incorporated documental research, a review of archival documents to describe the history of the club and the club sport program. Next, the active phase involved delimiting the problem, collecting data, and analyzing and interpreting results from interviews and participant observation (via field diary) with one of the researchers at work as a coach in the club's activities (Anguera-Argilaga, 1999). These two phases will be described separately, with the corresponding results.
Phase 1: Phase 1 -Environment: Knowing the Setting and Justifying the Choice of the Case
The study was carried out in a basketball club in the north of Spain, in the region of Galicia, during a complete season (fictional name "CLUB"). In addition to articles obtained from national, regional, and local magazines and newspapers, documents of the Galician Federation of Basketball and internal club documents, including meeting minutes and legal documents, were consulted as a part of the document review process. As a result of this document research, the following inquiry was addressed: "What is the recent trajectory of this club that reflects its success in the elite team and youth participation sport, both in sporting results (elite) and the number of participants (youth)?" (Heinemann, 1999) . In order to respect the specificities of the club, the methodology adopted was participant observation, with the researcher taking up the role of an Under-12 Youth Team´s coach during the season investigated. Field diaries and semistructured interviews were used. The field diary recorded information about the club's routine, with attention to the actions employed in implementing the sports program in training practices, the pedagogic meetings between coaches and coordinators, the official games of both the youth development teams and the adult professional team, and any other activities developed by the club (e.g., sports camps). This observation gave the principal researcher a profound feel for the culture (Henriksen et al., 2010) .
The interviews were carried out with 12 managers of the club: eight from previous administrations (including all presidents, vicepresidents, and sports managers) and four from the administration in charge during the season investigated, excluding one municipal sports manager. The interviews were scheduled individually and performed at the preferred place and time of each collaborator. Moreover, the order of the interviews followed the chronology of the interviewees' involvement with the club. The goal was to identify and describe the club and the operation of its sport program, as well as the commercial and social actions and services currently offered. A Sony ICD-P520 digital audio recorder was used to record the interviews, which were conducted in Spanish and transcribed in that language immediately following each interview.
All the interviews conducted with the past managers help to establish a time line of events Elite, participation and youth sport | 23 that set the stage for the interview with the current managers of the CLUB. Although we interviewed all the managers in the history of the club, we conducted an in-depth analysis of the three managers in action in the studied season. Each interview was transcribed and organized into categories of information relevant to the research question; the categories were determined after the data had been collected (Bardin, 2011) . The study followed the research ethics procedures in effect in Spain and all participants signed the Term of Free Informed Consent in the local language.
RESULTS
Phase 1
From the documental research, it is described (2008) calls "intensive" offer, in which few athletes of high technical level are privileged so as to achieve significant results in competitions with the highest possible level of demand. In those cases, it is quite common to see an adult elite team with the minimum number of youth development teams, relying on a large external sponsor, which causes great dependency and instability in maintaining sports programs (Galatti, 2010) . In 2004, following changes in its administrative staff, CLUB decided to maintain the elite team and seek the best possible sports results, but with one additional objective: a sport program based on the expansion of youth development teams. By investing in the formation of a social group linked to the club, a greater number of children and youth were able to participate in the club and a larger consumer base enabled the diversification of actions promoted by the club. 
Phase 2
Nine categories were identified from the interviews 'data: (1) organizational structure, (2) club philosophy, (3) sport program, (4) youth development teams, (5) recreational activities, (6) elite team, (7) relationship between youth teams and first team, (8) coach education, (9) club image and social impact.
(1) Organizational structure:
CLUB is classified as an elite sport club, whose actions are
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centered towards their representative teams (Rodríguez Díaz, 2008) . This type of club has a sustained structure of an administrative board and staff, relying on a small number of members and a larger number of supporters. The governing board consisted of 12 volunteers and many of them had children who were playing in CLUB and professions that enabled the skills and tools valuable for the running of the club (e.g., business, banking, advertising, etc.). In general, the governing board contributed to the prestige or professional nature of CLUB's personal and social life (Heinemann, 1999) . The staff, all paid, was composed of a sport manager, four full-time coaches, and 28 part-time coaches. The coaches are responsible for all lessons and training, the coordination of competition within the organization, and the implementation of activities sponsored by the club.
The amateur board of directors has clearly differentiated roles from those of the sport manager and coaches. The volunteer board is responsible for the financial organization of the club, in addition to the preparation of CLUB's sport program. In line with the common philosophy outlined in CLUB's sport program, the sport manager and coaches, all of whom are paid staff, apply the sports program, coordinate and direct all teams, and perform CLUB's activities. The sports manager is responsible for the link between amateur directors and paid staff; although there are differences in priorities, these groups seek understanding from common goals and compliance with the athletic program. The significant number of athletes participating on youth teams is attributed, among other factors, to a paradigm shift in the club: the extinction of selective choice among youth athletes, and expansion to include a base of multiple teams that has allowed the club to form public support and spectator basketball. To this end, the club has allocated the best trained coaches (graduates in Physical Education) to the divisions of initiation and first categories, promoting classes and quality care.
Children and parents who come to the club often do not aspire, initially, to become elite athletes; thus, CLUB approaches new athletes with the goal of providing an environment for education and human development through sport participation. This does not preclude the pursuit of sporting results and quality technical and tactical instruction on each recreational team, however, there is no exacerbated pressure to win. In addition to promoting participation among children and adolescents, the families of these athletes begin to follow the everyday occurrences of the club, watching training and competition activities for both children and the elite team, and increasing the social mass of CLUB as a result.
( (6) Elite team: it is the showcase of the club, performing at the national and professional level. The team maintains a strong representation and identity in the local community, with several players born in the surrounding city/state. While a source of major expenditures for the club, the elite team is also an important source for fundraising via marketing strategies and advertising. Furthermore, the elite team serves as the stimulator for more than 500 children and youth who practice basketball at the club, in addition to over 2000 people who crowd the municipal gym on a weekly basis, raising the local social value.
(7) Relationship between youth teams and elite team: There is a relationship of mutual collaboration; the youth development teams psychologically motivate the elite team which, in turn, feeds the desires of children and young people in the sport of basketball, perhaps inspiring future elite athletes and offering a means for expansion of the sporting culture related to basketball citywide. The political aspect of this relationship is also highlighted, given that the large number of entries with the FGB strengthens CLUB at these institutions, generating economic empowerment as a large number of people are willing to consume the products related to this sport. Thus, in the case of the CLUB, there is an aspect of interdependence between recreational and professional sport. CLUB's coaching meetings; (b) publicizing and demanding social-educational programs to be carried out with the youth development teams; (c) filling out the Coach's Notebook (the club's own model); (d) promoting internal courses to inform coaches and supporting coaches' participation in courses promoted by the FGB and FEB; (e) a mentoring program in which new coaches in the institution are followed by a more experienced coach with a background in the club; and (f) financially valuing the achievement of the club's propositions with a monthly bonus of up to 20% of the coach's salary. In addition to these tactics, the parents of young athletes answer questionnaires to follow and assess the work of the coaches. As a result of the guidance from CLUB coordinators and the training offered by the club, the coaches learn the demands of the job and how to perform most effectively.
(9) Club image and Social Impact: CLUB has achieved social recognition in both its internal community (i.e., children and youth, athletes, parents, fans) as well as in the broader external community (i.e., press, associations, citizens). The social standing that has been achieved by CLUB is largely attributed to the quality care of a large number of children and young people, constant intervention with the community through recreational activities, and the development of local professional players, creating a team identity that resonates within the city.
DISCUSSION
By analyzing CLUB's sport program, the objectives CLUB seeks to achieve are clear: (a) the promotion of basketball in the greater city community, (b) strengthening its elite team through an elite model, while also (c) expanding the youth development teams to go beyond only forming athletes, with the inclusion of educational concerns regarding the overall development of children and youth participating in the club.
In this structure, the youth development teams -432 players that make up 30 different teams -are the ones involving the largest number of sports coaches working in the club. The large number of athletes participating in the youth
| LR Galatti, J Côté, RS Reverdito, V Allan, AM Seoane, RR Paes
academies is attributed, among other factors, to a shift in the club's paradigm: The end of trials for choosing athletes admitted to a few select teams, and the investment in multiple youth development teams that allow the club to form a public following that both practices and watches basketball. Therefore, the club's sports program favors a diverse practice that enables children and young people to learn a sport, and thereafter remain in the sport with the option to either specialize in the club and aspire to be an elite athlete, or continue to play on competitive teams and participate in recreational activities with the goal of lifelong sport participation (Côté et al., 2009; Fraser-Thomas et al., 2005 , 2008 Paes & Galatti, 2013; Strachan et al., 2011) .
This process begins with the recreational activities, directly linked with the youth development teams, as a way of publicizing the club by offering quality services and professionals. From this first contact with the CLUB, children and youngsters gain an interest in basketball and many enroll in the youth development teams. In this way, recreational activities and youth teams complement one another and are strategic for the club's image, illustrating a trend in diversifying services, which, when offered properly, attract new users to the club (Heinemann, 1999) . These activities provide children with the opportunity to act autonomously in engaging with the sport, because they have free time to explore the basketball court (Côté et al., 2013; Viola et al., 2011) .
Furthermore, parents and friends that do not play in CLUB's youth basketball academy can participate in these activities, which can create a stimulating environment where young athletes feel supported by relatives and friends (Baker, 2003; Ferreira & Moraes, 2012; Galatti et al., 2014; Holt & Dunn, 2004; Morgan & Giacobbi, 2006) . Achieving this level of extensive social support and family involvement has the potential to keep young basketball players in the club throughout childhood and adolescence, potentially serving as future elite players (Baker, Deakin, & Cote, 2005; Côté et al., 2009; FraserThomas et al., 2010; Galatti, 2010; Henriksen et al., 2010 Henriksen et al., , 2011 MacDonald et al., 2011; Strachan et al., 2011) , and increasing the possibility of lifelong sport participation (Côté et al., 2013; Silva, Galatti, & Paes, 2010) . Thus, offering youth academies must go beyond the formation of professional athletes; it must promote human development in children and teenagers who seek the sport through an institutionalized extracurricular educational process (Côté et al., 2009; Fraser-Thomas et al., 2008; Paes & Galatti, 2013; Strachan et al., 2011) .
Although sporting results and technicaltactical quality are sought in each of the youth development teams, there is no overwhelming pressure for the teams to perform successfully since the club aims to develop not only the athlete, but the person as well, by providing an educational service. On the other hand, offering young individuals the opportunity to sample several different sports without any emphasis on specialization and technical-tactical development can be useful in promoting elite athletes as well (Abbott & Collins, 2004; Bailey & Morley, 2006; Baker et al., 2003; Balyi, 2002; Côté et al., 2013; Leite, Baker, & Sampaio, 2009 ). In order for this to occur, a coach education program was developed within the CLUB.
CLUB's sports program goes beyond the success of the elite team and developing new elite athletes, demonstrating a focus on internal communication and educational requirements that foster well-rounded youth development teams. The coaches are encouraged to talk to the parents, be attentive, and fulfill the basketball system, an educational program by the club that aims to reinforce a set of values pertaining to healthy habits, positive attitudes, attendance, interaction with the team, punctuality, respect, and good grades. An approach that focuses on values helps to increase parents' confidence in the club and keeps them close to the activities undertaken, which is critical to children's development in sport (Baker, 2003; Ericsson, Krampe, & Tesch-Romes, 1993; Ferreira & Moraes, 2012) . It is an action that shows the club's pedagogic concern in terms of sports initiation and human formation (Côté et al., 2009; Fraser-Thomas et al., 2008; Heinemann, 1999; Jakobsson, 2012; Strachan et al., 2011) .
From an administrative perspective, the club Elite, participation and youth sport | 27 president highlights the basketball system in demonstrating the educational focus of the sports program that must be fulfilled by the president, directors, managers, and coaches. Hence, the club's goal of developing an elite sport program in conjunction with a broad base of child and youth participants has allowed for CLUB to offer quality sport programming in association with an educational program. Increasing the number of CLUB members has also led to its third cornerstone: Recreational activities for the purpose of participation. In the developmental model of sport participation (DMSP), the authors indicate that sport initiation moving away from early specialization and engaging fully in the sampling years (characterized by relatively high levels of deliberate play and low levels of deliberate practice in a variety of sports) favors the optimal trajectory for both elite performance and lifelong sport participation Côté & Fraser-Thomas, 2007; Fraser-Thomas et al., 2005 , 2008 .
The structure of CLUB can be viewed in light of the DMSP, offering recreational activities, multiple youth development teams, and one elite team, which are linked not hierarchically, but rather, are complementary and interdependent. Each of these features cumulate in the stability and continued success of CLUB; through each of these venues the club is able to provide a myriad of actions and services to different target groups, enabling federated basketball with a professional team and several youth teams, while also promoting the sport with various possible meanings and experiences.
It is not enough that a club seeking to take part in a professional modality promotes only the elite team. Adding to this point, it is important to develop a mass of people who practice, watch, and follow this team, who get involved with the sport and justify the revenue from investors, while allowing the club to multiply its own actions at the elite, competitive and recreational levels, as shown in figure 2 . It is important to consider that this investigation is a case report, in which the aims are deep understanding of either a situation or a background in a specific period of time, in this case a sports club with a successful sports program based on the relationship between both elite and youth sports. The observation of the successful factors of this sports club offer in their correlated dimensions was possible due to the methodology applied in the research. However, the results of an investigation of this nature are associated with the conditions evaluated in this specific environment, and require attention to the comparisons of the evidences found within other contexts.
Considering this caveat, the results found in this investigation could be better compared with similar studies developed in other sports contexts, which articulate youth and elite sports. However, this will only be possible when the successful experiences of sports offered in the contemporary context come to be studied more often among the sport pedagogy research. Complex and deep studies that aim to understand a wide context of sports development demand time and multiple research techniques. The comprehension of the scientific community about this factor is also important, in which time and effort should not be a deterrent for conducting this type of study.
Conclusions
Sport in today's society is a contemporary and diversified phenomenon in constant transformation and valued at different social levels. It has multiple social meanings, such as those related to profession, representation, leisure, health, aesthetics, socialization, and education. In this new environment, sports clubs have been struggling to adapt. In light of this statement, this paper reported a positive case study about how a sport club can offer both elite athlete development and a diverse range of sport activities to attract and maintain a greater number of children and youth for continued participation in a long-term sport program. Considering the needs and possibilities raised in the literature review, as well as the findings of this field research, three fronts of action are proposed in order to promote a sports program integrating elite (i.e., performance) and recreational (i.e., participation) sport in the context of the sports club: 1. Elite Team: The elite team provides the most visibility to the club, since it brings together the best athletes, competes at the professional level, and has several elements to draw in the public, investors, partners, and consumers. Additionally, the elite team does not necessarily need to play in the country's main competitive category -a team in division C or an under-21 team may play the role of a club's elite team and amass members and fans to the club. 2. Youth Development Teams: By investing in multiple youth development teams, clubs can push beyond the paradigm of selecting only the best. These children and youngsters make up, from the beginning, the supporters that bolster the sport; they further amass new supporters in their roles as child-and youth-athletes, involving their parents, siblings, and friends. In the long run, the youth teams may foster the development of future elite players, and people linked to the program may keep in contact as informal players, spectators, coaches, referees, managers, and sponsors, among other roles. The youth development teams may also, through partnerships with schools, city halls, and NGOs, expand the reach of the sport and the club to other institutions. 3. Activities: Various projects and events developed by the club and linked to its sports program strengthen the internal supporters and attract new people to the CLUB. In this sense, leisure activities, informal competitions, festivals, performances, meetings, workshops, etc., strengthen the sport community within the club. These activities may be focused on both current club users and the external public, depending on the statutory requirements and philosophical underpinnings of each club.
In attending to the three key areas outlined above, sports clubs may reap significant benefits. Thus, in order to diversify and optimize the strategies in effect for sports clubs, the following points are highlighted: (a) Value the interdependency between the elite team and associated youth development teams; (b) View youth development teams as a social mass supporting the club, not a source of expenses; (c) Develop the person, not just the athlete; Diversify and tailor the actions to the sport(s) and group(s) involved; (d) Respect the social group characteristics that motivate and maintain the club; (e) Professionalize and develop coaches over time; (f) Recognize coaches as the key players connecting the sports program, board of directors, club members, athletes (of all levels), fans, and all other involved individuals.
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In conclusion, the strategies implemented by CLUB are cause for careful consideration of systematizing more concrete possibilities for restructuring the relationship between sport clubs encompassing aspects of both elite and participation and youth development through sport. However, it is also important to note that each club must be studied according to its own operational standards and context, and that these findings may be adapted, but not necessarily generalized, for use in other clubs. Additionally, greater attention surrounding the educational possibilities concurrent with sport participation can also be emphasized, particularly in the context of child and youth development, which is often viewed as a complement to formal education. To this end, a sports program and pedagogical procedures that meet this demand must be established. A program focused on education through sports does not mean disregarding the role of clubs in forming adult and professional athletes, but rather articulating this primary goal in the youth development teams in the context of elite sports with others that rise in the reality of contemporary sports.
